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Abstract: Job crafting is considered a specific form of proactive behavior whereby workers actively
change the actual or perceived characteristics of their jobs in order to better match the demands
placed on them and the resources available. As nursing could be considered a stressful profession, job
crafting is proposed as a mediator between nurses’ work engagement and job performance. Hence,
the main objective of this study was to provide empirical evidence on job crafting in nursing, including
the three most prominent conceptualizations of the construct. The present research covers three
independent empirical studies of registered or practical nurses of Spanish public and private hospitals:
Study 1 (N = 699), Study 2 (N = 498), and Study 3 (N = 308). (3) Our results support the hypothesis
that nurses’ job engagement and job-crafting behaviors can affect their job performance. Our finding
corroborates that engaged nurses can act to proactively change their jobs, but comparing different job-
crafting conceptualizations and measures, the current findings support that effectiveness of diverse
job crafting behaviors could vary. To sum up, as the JDR approach proposed, the present study
supports the position that work engagement influences job performance, as well as the mediating
role of job crafting in this relationship. The current study takes this knowledge one step further
by revealing that not all types of job-crafting behaviors are equally efficient and not all types are
adequate for specific working environments, such as nursing.

Keywords: job crafting; nursing; work engagement; job performance; collaborative crafting; cognitive
crafting; task-related crafting; relational crafting

1. Introduction

Nursing could be considered one of the most stressful professions, as nurses are
confronted with injury, pain, and death on a daily basis [1]. The availability of resources to
perform the job, the demands of patients and families, and the interaction with colleagues
and the constantly changing work environment all contribute to nursing stress [2,3]. In
this complex work environment, job crafting is considered a specific form of proactive
behavior whereby workers actively change the actual or perceived characteristics of their
jobs in order to better match the demands placed on them and the resources available.
Although the first empirical studies were conducted in other professions, the relationships
between job crafting, work engagement, and job performance in nursing are accumulating
increasing empirical evidence [4–6]. Job crafting is a complex construct that has given
rise to various conceptualizations, but most of the empirical studies in nursing use the
measures proposed by Tims and Bakker [7] and Tims et al. [8].

The main objective of this study was to provide empirical evidence about job crafting in
nursing, including the three most prominent conceptualizations: job crafting as the increase
of structural resources, social resources, and challenging demands in tandem with the
decrease of hindering task requirements [7,8], as well as the alternative conceptualizations
of job crafting as a behavior that is executed individually or collectively [9,10] and job
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crafting as a behavior that can take three forms: task crafting, relational crafting, and
cognitive crafting [11,12]. This broader evidence provides stronger empirical support for
the usefulness of job crafting in nursing. At the same time, the findings allow us to compare
the different conceptualizations with each other in order to learn which dimensions of
job-crafting behavior are most relevant in the health-related working environment.

1.1. Work Engagement and Job Performance: Mediating Role of Job Crafting

As job demands–resources (JDR) theory points out, demands are understood as the
physical, psychological, organizational, or social aspects that require efforts from the
worker, while resources are considered those aspects of the job that reduce demands,
facilitate the achievement of objectives, or stimulate personal development. Demands and
resources trigger two parallel processes (burnout and engagement) that ultimately affect
job performance. Work engagement has been described as a satisfying psychological state
characterized by vigor, dedication, and absorption in work [13].

Empirical studies and meta-analytic reviews repeatedly support the positive relation-
ship between work engagement and performance, for example, through the inclination
to exhibit extra-role behaviors or to be involved in organizational goals [14]. Much recent
research on work engagement in nursing has firmly established the relationship with job
performance in this specific work context. Specifically, empirical studies on Spanish nurs-
ing professionals showed that work engagement impacts workers’ occupational health
and patients’ care and satisfaction [15,16]. Most of the studies have deeply explored the
personal and psychosocial antecedents of work engagement among nurses. For instance,
Pérez-Fuentes and her colleagues [17] showed that higher levels of emotional intelligence
predicted engagement, while Martos-Martínez et al. [18] established that four of the “Big
Five” personality factors affect work engagement through the mediation of positive af-
fect and cognitive empathy. Studies from other cultures have provided evidence on the
antecedent roles of spiritual leadership [19] and work motivation on the maintenance of
engagement [20], while some studies recently showed the impact of COVID-19 pandemic-
related stress on work engagement [21]. Despite the abundance of recent developments
in work engagement among nurses, its impact on job performance should be more firmly
established. Hence, we explored this relationship using different Spanish nursing samples
in order to obtain wider evidence on the stability of this relationship across diverse organi-
zations. Therefore, in the present research, work engagement was expected to directly and
positively predict job performance (Hypothesis 1).

As Tims, Bakker, and Derks posited [22], job crafting may arise as a response from
engaged workers seeking to increase their resources or from burned-out workers seeking
to reduce their demands. Starting from a key premise of COR theory (conservation of
resources), according to which resources “travel in caravans,” the abundance of energy
resources is more likely to mobilize and generate profits from new resources. Therefore, in
the present research, job crafting is predicted to mediate the relationship between work
engagement and job performance.

1.2. Job Crafting: Diverse Conceptualizations and Measures

The most widespread conceptualization of job crafting is based on the RPG approach.
Tims and Bakker [7] proposed that employees initiate this behavior to change their real or
perceived job demands and resources. These proactive employee behaviors are intended to:
(a) increase their structural resources, (b) increase their social resources, (c) reduce disruptive
demands, or (d) increase challenging demands. The most widespread conceptualization of job
crafting is based on the RPG approach. Tims and Bakker [7] proposed that employees initiate
this behavior to change their real or perceived job demands and resources. These proactive
employee behaviors are intended to: (a) increase their structural resources, (b) increase their
social resources, (c) reduce disruptive demands, or (d) increase challenging demands. As a
consequence, most empirical studies in nursing and the health professions in general have
used this conceptualization and the corresponding measure [23].
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Despite the popularity of Tims and her colleagues’ approach [22], other conceptual-
izations of job crafting exist. Leana, Appelbaum and Shevchuk [9] criticized the previous
approach because it considered job crafting an exclusively individual activity. These au-
thors pointed out that the effects of collaborative job crafting were more powerful than the
effects of individual job crafting. Workers participate in similar work processes, relate to
each other, and live common experiences. Therefore, “they can jointly determine how to
modify the work to meet their shared goals” [9]. According to this research, job crafting is
made up of two constructs: individual crafting and collaborative crafting. Cheng, Chen,
Teng and Yen [24] explained that through individual crafting, employees actively alter
the boundaries of their tasks, while in collaborative crafting, employees work together
to review the work process. Leana et al. [9] and other studies [25,26] provided empirical
results on the relationships between job crafting and organizational outcomes. While col-
laborative crafting was related to higher quality of care, job satisfaction, and organizational
commitment, individual crafting did not predict such outcomes. Chen, Yen and Tsai [27]
found that both types, individual and collaborative crafting, had close relationships with
work engagement. More recently, Llorente and Topa [28] found positive relationships
between individual and collaborative job crafting with personal indicators of well-being
among Spanish employees.

Wrzesniewski and Dutton [11] anticipated that job crafting could take three forms:
task crafting, relational crafting, or cognitive crafting. Task crafting refers to changes made
by individuals regarding type or number of activities, for instance, including new tasks so
their job achieves a better fit to their personality. The crafting of relational aspects of the
job includes changes related to interactions with others, such as introducing more contact
with the recipients of their work. Cognitive crafting reflects the alterations in the way the
individual perceives their job, for example, seeing their job as part of a larger organizational
effort to contribute to the welfare of clients. Consistent with this conceptualization, the
Job Crafting Questionnaire was developed by Slemp and Vella-Brodrick [12], including
task, relational, and cognitive crafting, and recently adapted to non-English-speaking
populations, such as Germans [29] and Spanish [26].

Although scarcer, empirical research using the Job Crafting Questionnaire has also
shown relationships between job crafting and positive consequences: a study on the
relationships between individual outcomes and job crafting showed that task, relational,
and cognitive job crafting were related significantly connected with need satisfaction, which
in turn is related to subjective and psychological well-being [30], and job crafting showed
positive relationships with perceived autonomy support, job satisfaction, and work-related
positive affect, as well a negative relationship with work-related negative affect [31].

Despite the fact that wider evidence on the positive impact of job crafting on personal
and organizational outcomes has been provided by different studies, specific findings
among nurses are relatively scarce. Moreover, due to the fact that detailed working proce-
dures are used in medical environments, with the main objective of reducing errors that
negatively affect patients’ care, job crafting among nurses is still a topic under debate [16].
Hence, the present article is devoted to providing firm evidence on the usefulness of job
crafting in nursing activities based on more than one sample. We predicted that some differ-
ences would be found in the mediating role of different dimensions of job crafting and the
relationship between work engagement and job performance (Hypothesis 2). Since there is
no consistent prior evidence, the direction of the differences cannot be hypothesized.

2. Materials and Methods
2.1. Design and Participants

The present research included three independent empirical studies conducted between
2021 and 2022: Study 1 (N = 699), Study 2 (N = 498), and Study 3 (N = 308). Demographic
characteristics of the three samples are shown in Table 1.
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Table 1. Demographic characteristics of participants.

Demographic Characteristic Study 1 Study 2 Study 3

Gender 35.5% male, 64.5% female 29.5% male, 69.5% female 35.1% male, 64.9% female

Age Mean 41.7, SD 8.4 Mean 41.6, SD 9.6 Mean 38.7, SD 9.4

Age (categorical)
4.4 % below 26 years, 32% below 40
years, 56.4% below 55 years, 7.2%
above 55 years, and 0.8% missing

5.5 % below 26 years, 34% below
40 years, 50.8% below 55 years,

9.7% above 55 years, and
0.5% missing

4.9 % below 26 years, 28.8% below
40 years, 60.5% below 55 years,

5.9% above 55 years, and
0.6% missing

Hospital tenure Mean 12.2, SD 9.3 Mean 12.6, SD 10.3 Mean 10.6, SD 8.3.

Professional category Practical nurses 47.3%,
Registered nurses 51.2%

Practical nurses 41%,
registered nurses 58%

Practical nurses 25.6%,
registered nurses 74.2%

Educational level

Bachelor’s degree in nursing 7.7%,
technical degree in nursing 14.1%,

diploma in nursing 62.7%, master’s
in nursing 15.6%

Bachelor’s degree in nursing 6.8%,
technical degree in nursing 8.6%,

diploma in nursing 57.2%,
master’s in nursing 27.3%

Bachelor degree in nursing 10.7%,
technical degree in nursing 12%,

diploma in nursing 60.7%,
master’s in nursing 16.6%

Type of hospital n.a. Private 15.1%, public 84.9% n.a.

Region n.a.
Madrid 13.5%, Castile 11.4%,

Catalonia 6.4%, Basque Country
2%, Andalusia 63.4%

n.a.

n.a.: not available.

2.2. Instruments

The same variables were assessed in the three independent studies: work engagement
and job performance using the same instruments. Information about the psychometric
properties of the scales used is provided in the diagonal of tables. Regarding the assessment of
job crafting, in order to test hypothesis 2, three different scales were used, as explained below.

2.2.1. Work Engagement

Work engagement was assessed with the nine-item version of the Utrecht Work
Engagement Scale (UWES) [32]. Example items are: “At my job I feel strong and vigorous,”
“I am enthusiastic about my job,” and “I am immersed in my work.” All items were scored
on a five-point rating scale ranging from 1 (never) to 5 (always). One overall score for work
engagement was created.

2.2.2. Job Performance

In the present research, job performance was assessed with the Performance Scale
(In-Role Behaviors) developed by Williams and Anderson [33], consisting in 7 items. Partic-
ipants were asked to assess what items adequately described the way they performed their
work, e.g., “You adequately complete assigned duties,” “You meet formal performance
requirements on the job,” or “You neglect aspects of the job you are obliged to perform”
(reversed item). Participants could respond to these items on a 5-point Likert-type scale
(1 = strongly disagree to 5 = strongly agree).

2.2.3. Job Crafting

For Study 1, job crafting was measured with the four subscales from the Job Crafting
Scale [8] that are indicative of increasing structural job resources and social job resources,
as well as increasing challenging job demands, such as proactive involvement in new
projects and decreasing hindering job demands, for example, by decreasing the number of
emotional interactions or cognitive tasks. Example items are “I ask others for feedback on
my job performance,” “I try to develop my capabilities,” and “I ask colleagues for advice.”
All items were scored on a five-point rating scale ranging from 1 (never) to 5 (always).

For Study 2, the Spanish version of the Individual and Collaborative Crafting Scale [9]
validated by Llorente and Topa [28]. The scale is composed of two subscales that assess
the dimensions of individual and collaborative crafting, with 6 items of each. Examples
of individual crafting items are: “You propose, on your own, new approaches to improve



Int. J. Environ. Res. Public Health 2022, 19, 12711 5 of 11

your work” and “You change, on your own, work procedures that you believe are not
productive.” Likewise, examples of collaborative crafting are: “You work together with
your colleagues to come up with new approaches to improve your work” and “You decide
together with your colleagues to bring other materials for the job.” The Likert-type response
scale ranged from 1 (strongly disagree) to 5 (strongly agree).

For Study 3, the Spanish version [26] of the Job Crafting Questionnaire [12] was used.
The JCQ consists of 19 items distributed in three subscales (task—seven items, cognitive—
five items, and relational—seven items), and they are answered on a 5-point Likert-type
scale (1 = strongly disagree to 5 = strongly agree).

Demographic characteristics (hospital tenure, professional category, age, gender, and
educational level) were answered by participants at the end of the survey. In Study 2, data
were also collected on the type of hospital (private vs. public) and the region of Spain
where the hospital was located.

2.3. Procedure

Data for the three studies were collected from Spanish-registered practical nurses. Par-
ticipants were recruited with the collaboration of other nurses enrolled as PhD and master’s
students during the 2021 and 2022 courses (being the first author his/her advisor), who
received in exchange academic credits, following the procedure suggested by Demerouti
and Rispens [34] for student-recruited samples. Potential participants were informed about
the research objectives, anonymity, voluntariness, and the possibility of leaving the study at
any time, and the research group did not know any personal data of the participants. All the
participants had initially signed an informed consent and then completed the survey using
a Google Forms questionnaire. The National Distance Education University Bio-Ethical
Committee approved this research.

2.4. Statistical Analyses

To determine bivariate correlations, Pearson’s correlation coefficient analyses were
conducted. The hypotheses were tested using the Process macro for SPSS [35]. To be specific,
the direct effect of work engagement (X, the independent variable) on job performance (Y,
the criterion variable) was tested using Model 4 (Hypothesis 1), as well as the mediating
effect of job-crafting dimensions (M1, M2, etc., the mediating variables) in the relationship
between work engagement and job performance (Hypothesis 2). These models were tested
using 5000 bootstrap samples in order to obtain reliable estimates of standard errors and
confidence intervals. When zero is not included in the 95% bias-corrected confidence
interval, it may be concluded that the parameter is significantly different from zero at
p < 0.05. Age and hospital tenure were included as covariates, given their association with
work engagement and job performance. Analyses were performed using SPSS 25.0 (SPSS
Inc., Chicago, IL, USA).

3. Results
3.1. Descriptive Results
Bivariate Correlations

For Study 1, the Pearson’s correlation matrix is displayed in Table 2. As displayed
on the diagonal of this table, all scales have satisfactory reliabilities, with Cronbach’s
alpha coefficients higher than 0.70. Relationships between age and work engagement were
nonsignificant, as well as between age and job performance.
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Table 2. Study 1 Pearson’s correlation matrix (N = 699).

1 2 3 4 5 6 7 8

1. Age 1

2. Hospital tenure 0.057 1

3. Work engagement 0.050 −0.076 0.92

4. Job performance −0.002 −0.115 ** 0.194 ** 0.83

5. JC Increase structural resources 1 0.010 −0.006 0.546 ** 0.346 ** 0.82

6. JC Decrease hindering demands 1 −0.032 0.036 −0.171 ** −0.035 0.010 0.77

7. JC Increase social resources 1 −0.201 ** 0.017 0.329 ** 0.049 0.247 ** 0.058 0.76

8. JC Increase challenging demands 1 −0.001 0.014 0.511 ** 0.241 ** 0.539 ** −0.074 * 0.324 ** 0.82

1 JC: Job crafting. * p < 0.05; ** p < 0.001. Values in italics in the diagonal are the Cronbach’s alpha coefficients.

For Study 2, the Pearson’s correlation matrix is displayed in Table 3 (N = 498). As dis-
played on the diagonal of this table, all scales have satisfactory reliability, with Cronbach’s
alpha coefficients higher than 0.70.

Table 3. Study 2 Pearson’s correlation matrix (N = 498).

1 2 3 4 5 6

1. Age 1

2. Hospital tenure 0.776 ** 1

3. Work engagement −0.021 −0.009 0.91

4. Job performance 0.028 0.083 0.401 ** 0.82

5. JC individual 1 −0.019 −0.022 0.421 ** 0.279 ** 0.78

6. JC collaborative 1 0.061 0.095 * 0.395 ** 0.230 ** 0.571 ** 0.89
1 JC: Job crafting. * p < 0.05; ** p < 0.001. Values in italics in the diagonal are the Cronbach’s apha coefficients.

For Study 3, the Pearson’s correlation matrix is displayed in Table 4 (N = 308). As dis-
played on the diagonal of this table, all scales have satisfactory reliabilities, with Cronbach’s
alpha coefficients higher than 0.70.

Table 4. Study 3 Pearson’s correlation matrix (N = 308).

1 2 3 4 5 6 7

1. Age 1

2. Hospital tenure 0.659 ** 1

3. Work engagement 0.044 −0.004 0.89

4. Job performance −0.009 −0.006 0.184 ** 0.84

5. JC cognitive 1 0.016 0.009 0.617 ** 0.158 ** 0.86

6. JC task-related 1 0.016 0.002 0.563 ** 0.235 ** 0.539 ** 0.82

7. JC relational 1 0.051 0.082 0.459 ** 0.190 ** 0.513 ** 0.460 ** 0.85
1 JC: Job crafting. ** p < 0.001. Values in italics in the diagonal are the Cronbach’s alpha coefficients.

3.2. Mediation Analyses

All the analyses were aimed at assessing the indirect effect of work engagement on
job performance through job-crafting dimensions. For Study 1, the overall model was
significant (F (7.662) = 12.421, p < 0.001, R2 = 0.116). Results indicated a positive total
effect of work engagement on job performance (B = 0.111, SE = 0.023, 95% CI [0.065; 0.157],
p = 0.000) and a nonsignificant negative direct effect of work engagement on job per-
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formance (B = −0.011, SE = 0.029, 95% CI [−0.068; 0.045], p = 0.696), failing to support
Hypothesis 1. Regarding Hypothesis 2, the four indirect effects of job-crafting dimensions
between these variables, only the increase of structural resources showed a significant indi-
rect effect (B = 0.103, SE = 0.014, 95% CI [0.077; 0.133]). Subsequent Sobel tests supported
this result (z = 6.123, p = 0.000). Comparison among the specific indirect effects showed that
only C1, C2, and C3 were significant in involving increase of structural resources minus
the other three dimensions of job crafting. In our study, age and hospital tenure were not
significantly related to job performance. Taken together, these results indicated a significant
mediating effect of job-crafting behaviors increasing structural resources in the relationship
between work engagement and job performance.

For Study 2, the overall model was significant (F (3.477) = 33.066, p < 0.001,
R2 = 0.19). Results indicated a positive total effect of work engagement on job performance
(B = 0.882, SE = 0.091, 95% CI [0.704; 1.061], p = 0.000) and a significant positive direct
effect of work engagement on job performance (B = 0.760, SE = 0.101, 95% CI [0.560; 0.960],
p = 0.000), fully supporting Hypothesis 1. Regarding Hypothesis 2, the two indirect effects
of job-crafting dimensions between these variables, only the individual crafting behavior
showed a significant indirect effect (B = 0.118, SE = 0.048, 95% CI [0.026; 0.219]). Subsequent
Sobel tests supported this result (z = 2.3903, p = 0.016). Comparison of the specific indirect
effects showed that C1, involving individual crafting behaviors minus collaborative job
crafting, was not significant. In our study, age and hospital tenure were not significantly
related to job performance. Taken together, these results indicated a significant mediating
effect of individual job-crafting behaviors in the relationship between work engagement
and job performance.

For Study 3, the overall model was significant (F (6.286) = 2.795, p < 0.05, R2 = 0.06).
Results indicated a positive total effect of work engagement on job performance (B = 0.104,
SE = 0.034, 95% CI [0.035; 0.173], p = 0.003) and a nonsignificant positive direct effect
of work engagement on job performance (B = 0.037, SE = 0.047, 95% CI [−0.056; 0.131],
p = 0.000), failing to support Hypothesis 1. Regarding Hypothesis 2, for the three indirect
effects of job-crafting dimensions between these variables, only the task-related crafting
behavior showed a significant indirect effect (B = 0.049, SE = 0.022, 95% CI [0.008; 0.099]).
Subsequent Sobel tests supported this result (z = 1.9268, p = 0.05). Comparison of the
specific indirect effects showed that they were not significant. In our study, age and
hospital tenure were not significantly related to job performance. Taken together, these
results indicated a significant mediating effect of Task-related job crafting behaviors in
the relationship between work engagement and job performance, partially supporting
Hypothesis 2.

4. Discussion

The present study supports the hypothesis that nurses’ job engagement and job-
crafting behaviors can affect their job performance. To date, a large body of empirical
evidence has recognized the positive impact of work engagement on strategic work out-
comes, such as employees’ in-role performance [23]. The present findings are consistent
with previous research on the desirable impact of nurses’ work engagement on valued
organizational outcomes in terms of job performance and personal well-being [17,18]. Our
finding corroborates the central assumptions of the JD-R approach by showing that en-
gaged nurses can act to proactively change their jobs to match demands and resources
to their skills, competence, and knowledge, which in turn represents fertile ground for
increased job performance. Therefore, increasing the person–job fit could facilitate in-role
performance among nurses.

Furthermore, the current research suggests that a further step can be taken in this field
of study. In particular, comparing different job-crafting conceptualizations and measures,
the current findings support that effectiveness of diverse job-crafting behaviors could vary,
and our data are consistent with previous findings [36].
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In the first study, indirect effects only were exerted by the strategies aimed at increasing
structural resources, while the impact of the other three dimensions remained nonsignificant.
This result agrees with Rudolph et al.’s [23] meta-analysis, where increasing challenging
demands and structural and social resources was proposed as a predictor of job performance.
Despite this, only the increasing structural resources dimension was found to be an important
determinant of self-rated performance, accounting for 66.44% of the variance in performance
and 61% in contextual performance. An unexpected finding was that increasing social
resources exerted a negative indirect effect on job performance. Perhaps engaged nurses
that orient their crafting behaviors to the increase of their social contacts at work, instead
of improving their performance, reduce it by distracting their attention from the tasks or
experiencing intense emotions that could interrupt their concentration on the duties. An
unexpected finding in this study was the absence of significant relationships between age
and both work engagement and job performance, since this is contradictory to previous
research [14]. Despite this, our finding is consistent with other previous studies, such as Pérez-
Fuentes et al. [17], who showed a negative correlation between age and the three dimensions
of work engagement. Perhaps our sample suffered from some kind of job insecurity and high
turnover, due to the fact that age did not show a positive correlation with hospital tenure,
as in the second and third studies. Nonappearance of a positive and significant relationship
between nurses’ age and hospital tenure could also explain the absence of significant and
positive relationships between age and engagement in this sample.

In the second study, only the individual job-crafting dimensions had significant in-
direct effects on job performance. This finding is consistent with the proposal of Leana
et al. [9] considering both dimensions as empirically and conceptually independent con-
cepts. Previous research has suggested a possible serial mediation of the two job-crafting
dimensions. Tims et al. [2] showed that workers who operated in teams in which the
members crafted their jobs together were more likely to be involved in individual crafting.
According to these authors, individuals distinguished between their own behaviors and
affective experiences and those of the team as a whole. Contrary to this suggestion, Llorente
and Topa’s study [28] found that individual crafting was the antecedent to collaborative
crafting, suggesting that individuals who craft their own jobs are more likely and more
willing to collaborate in activities designed to foster team-based collaborative job crafting.

The third study showed that task-related crafting behavior was positively and sig-
nificantly associated with job performance. Thus, employees that invest effort in making
changes to their tasks (in order to achieve a better fit between their jobs and their person-
ality, for instance) and alterations in the way they perceive their jobs also tend to report
higher levels of job performance. Despite the fact that there are no specific hypotheses
about comparisons, relationships between cognitive and relational crafting and job perfor-
mance were not significant. The possibility of obtaining different results for the different
dimensions of job crafting was also observed by Rudolph et al. [23], who stressed the
importance of considering the different dimensions of job crafting individually, avoiding a
global aggregate score. Moreover, cognitive crafting behaviors exerted a negative, but not
significant effect on job performance. While task-related crafting refers to changes made
by individuals regarding type or number of activities, for instance, including new tasks so
their job achieves a better fit with their personality, the cognitive crafting dimension reflects
the alterations in the way the individual perceives their job, e.g., seeing their job as part of
a larger organizational effort to contribute to the welfare of patients. This contradictory
finding suggests that not all types of crafting would be advisable for all types of jobs. In this
sense, nurses’ duties entail procedures highly standardized and coordinated among several
professionals involved in patients’ health care. This could be the reason that changes in the
perceptions of the job would negatively impact on in-role performance.

To sum up, as the JDR approach proposed, the present study supports the view that
work engagement influences job performance, as well as the mediating role of job crafting.
The current study takes this knowledge one step further by revealing that not all types
of job-crafting behaviors are equally efficient and not all types are adequate for specific
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working environments, such as nursing. Moreover, job-crafting behaviors could vary in
their adequacy as a function of features of different working environments. As we discuss
below, in the limitations section, perhaps not all of the proactive behaviors could be equally
acceptable in clinical settings, due to the organizational constraints or the patients’ needs.
In this vein, previous studies have shown that emotional intelligence could be considered a
relevant variable in explaining work-engagement variability and should also be taken into
account in applying job crafting at work [17].

Limitations and Suggestions for Future Research and Application

First, the use of self-reported surveys is associated with common method bias and
other risks of bias. Nevertheless, this study was aimed at exploring the role of nurses’
perceptions about work engagement and job performance, as well as the level of job-
crafting behaviors. Hence, the use of perceptual (i.e., subjective) instruments represented
the most appropriate choice to investigate those constructs. Moreover, the relatively small
sample might have diminished the statistical power of the analyses and accordingly the
chance to generalize the obtained results to the whole nursing population. On the other
hand, it should be viewed as a first effort to investigate the role of different job-crafting
dimensions with reference to their relative impact on job performance within the nursing
context. Future research should include this additional facet of comparison between crafting
dimensions by including all the measures at the same time as potential mediators between
work engagement and job performance. Although the application of a cross-sectional
design does not allow us to significantly enrich the ongoing debate over the process leading
to job performance by shedding light on the sequential role played by different dimensions
of job crafting, this preliminary evidence suggests the need for future longitudinal studies.

Another limitation of our study is the absence of complete information about the type
of hospital (public vs. private), data that were only collected in Study 2, precluding us from
obtaining any conclusions about the potential differences in job-crafting behavior among
nurses working in these two types of organizations [37]. Finally, our three studies were
conducted in Spain and included only Spanish-speaking nurses. On one hand, this design
provides great homogeneity to our sample, but on the other hand, some cultural differences
between the Spanish population and the English-speaking population, where the job-crafting
theory and instruments were originally developed [38], could affect our findings [39].

One of the most relevant points under debate is still the potential conflict between
nurses’ job-crafting behavior and standardized medical procedures established in clinical
settings. On one hand, standardization is necessary to avoid any medical errors that
could negatively affect patients’ health. On the other hand, several facets of organizational
decisions and nursing practices could be adapted in order to improve both workers’ and
patients’ well-being. For instance, during patients’ hospitalization, concentration of the
interventions of nurses on the patient, reduction of light or noises, and patient sleep
interruptions would positively impact worker fatigue and patient repose. Experienced
nurses could use their acquired knowledge to better adapt their practices in these senses.
This study permits a new outlook on the way to appropriately adapt job-crafting behaviors
to specific job characteristics and in turn prevent the incidence of any harmful consequences
on desirable outcomes as performance. As the literature on proactivity has stated, not
all types of self-initiated and proactive behavior are adaptative for the employee and
adequate for the organization. In the same vein, our results are promissory because
they highlight the relevance of continued research on collaborative job crafting as a way
to reduce the possibility of medical errors as a consequence of inadequate job-crafting
practices. Hence, more research is needed in this field to design programs that promote
job-crafting behavior, but specifically devoted to nurses. In the same vein, continued debate
on the concept of job crafting and the comparison among different job-crafting dimensions
is still necessary [40,41], specifically applied to diverse working environments, such as
nursing, education, or policing, instead of empirical studies on mixed types of employees.
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5. Conclusions

To sum up, as the JDR approach proposed, the present study supports the view that
work engagement influences job performance, as well as the mediating role of job crafting.
The current study takes this knowledge one step further by revealing that not all types
of job-crafting behaviors are equally efficient and not all types are adequate for specific
working environments, such as nursing.
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